INTRODUCTION
Despite keen scholarly interest in hybridity in the public sector (e.g. Brandsen and Karré 2011; Buffat 2014; Denis et al. 2015; Skelcher and Smith 2015; Krøtel and Villadsen 2016) , its implications on organizations and individuals have been studied largely separately. One strand of literature examines hybrid organizations through institutional logics (Battilana and Dorado 2010; Jay 2013) , the 'frames of reference that condition actors' choices for sensemaking, the vocabulary they use to motivate action, and their sense of self and identity' (Thornton et al. 2012, p. 3) . In hybrid organizations, multiple such logics are combined, which are the state logic characterized by citizen ownership and public service and the market logic dominated by shareholder ownership and managerial control (Billis 2010) . Such logics can be combined differently (Battilana and Lee 2014; Skelcher and Smith 2015) , leading to ambiguity and tension (Greenwood et al. 2011; Jay 2013) . Another strand examines the impact of such institutional complexity on professionals. Research in the health sector, for instance, establishes that individuals are often deeply challenged by the introduction of managerial practices (Schott et al. such organizations are closer to one partner's logic. Empirical evidence by Peters et al. (2014) indicates that in such iPPPs the market logic typically dominates over the state logic.
Alternatively, blended hybrids create a new logic from the existing ones. Battilana and Dorado (2010) , for example, show that staff from different institutional backgrounds can develop novel ways of working. Such hybrids are often seen as ideal type because they seek to combine the 'best of both worlds' (e.g. Riccio 2012 ). Additionally, Battilana and Lee (2014) suggest that one logic may be rejected. Thus, there is considerable ambiguity affecting organizations and individuals.
For organizations, the combining of institutional logics is subject to tension as the logics may be incompatible with one another (Greenwood et al. 2011) . Jay (2013), for instance, shows that attempts to combine the state and market logics can lead to an action being regarded as success under the former but failure under the latter and vice versa. Moreover, the introduction of a new logic may be incompatible with the organization's history and purpose, which is pertinent in a hybridizing public sector (Kuipers et al. 2014; Fossestøl et al. 2015) . While some organizations succeed by creating new structures (Reay and Hinings 2009) or creatively exploiting contradictions in institutional logics (Coule and Pathmore 2013) , others fail to fulfil their economic potential (Thomann et al. 2016) .
For individuals, such ambiguity and tension has a significant impact on their work and selfunderstanding. Clinicians who take on an additional managerial role experience tension between roles (Croft et al. 2015) as each has different expectations on the individual, often leading to confusion (Schott et al. 2014) . To mitigate, some clinician-managers have a clear rationale for taking the managerial role (McGivern et al. 2015) , helping them navigate the tension between the two. Others shift consciously between roles during the working day (Spyridonidis et al. 2015) or develop a new self-understanding as hybrid professionals (Croft et al. 2015) .
Only few studies have examined how public employees collectively grapple with a changing organizational ethos (Waring and Bishop 2011; Smith 2012; Kletz et al. 2014) . In the civil service, for instance, some individuals agree with the introduction of private-sector principles and practices, while others are challenged. Rondeaux (2014) , for example, demonstrates the coexistence of multiple positions as her research participants grapple with tension between multiple institutional logics, and Buffat's (2014) research participants poignantly describe their changing organization as 'semi-public' or 'semi-private'. However, despite such important insights, the interplay between the organizational and collective levels of analysis remains ill understood; it is largely unclear what challenges iPPP members collectively are facing. Thus, more attention needs to be given to the way in which they 'negotiate, make sense of and navigate around rule structures imposed on them' (Bevort and Suddaby 2016, p. 18) as they try to understand what their hybrid organization may be.
The interplay of organizations and individuals: OI and collective sensemaking
The question of what an organization is has been conceptualized as organizational identity (OI), describing an organization's central, distinctive and enduring features (Albert and Whetten 1985) and constituting members' collective sense of self (Gioia 1998). Simultaneously, OI is dynamic, reflected in questions of "who we should be as an organization", highlighting its adaptive potential (Gioia et al. 2000) . A social constructionist perspective of OI is adopted here, focusing on 'what members perceive, feel and think about their organization ' (Hatch and Schultz 1997, p. 357) . Moreover, this article is about OI rather than related notions of organizational identification (members' sense of belonging, see He and Brown 2013) or corporate identity (the portrayal of OI to external audiences, see Cornelissen et al. 2007) .
OI is the outcome of collective sensemaking (Fiol 1991) , by which members share and discuss their understandings of what their organization is / should be, enabling them to deal with tension and ambiguity and to generate a new understanding of their organization. It is triggered by events that disrupt members' expectations (Weick 2001) and threaten their understanding of the organization, such as Ravasi and Schultz's (2006) (Weick 1995; Maitlis 2005; Weick et al. 2005) . In doing so, members draw on resources from within and outside of the organization (Cornelissen 2012; Kroezen and Heugens 2012) to remain connected with its heritage, purpose and external expectations.
Internal resources include the organization's history and values (Ravasi and Schultz 2006 ) and management and HR (Dhalla 2007 ) that connect past, present and future. Schultz and Hernes (2013) , for example, highlight the importance of evoking memories of the past when reconstructing OI and Golant et al. (2014) show that leaders achieve consistency by referring to past OI in their speeches. They thus achieve the balance between continuity and adaptability (Albert and Whetten 1985; Gioia et al. 2000) . However, in some organizations executives are disconnected, leading to fragmented sensemaking (Maitlis 2005) and competing accounts of OI (Pratt and Foreman 2000) that risk pulling an organization apart (Kreiner et al. 2015) .
External resources include institutional logics (Weber and Glynn 2006; Glynn 2008 2008 ). In iPPPs, while members can draw on more than one logic to make sense of their organization, their public-sector heritage may be important for members and community stakeholders but not be acceptable for the private partner and its shareholders, and vice versa (see Jay 2013). As such, the tension and ambiguity inherent in hybrid organizations will affect the way in which members make sense of what their organization may be.
Hence, this article is situated at the intersection of the literatures on hybridity (theorized as institutional logics) and OI (theorized as collective sensemaking) and guided by two questions. 
RESEARCH AND METHODS

Research setting
The research was conducted in NorthService Ltd., an iPPP envisaged as a joining of forces with the partners combining their staff with operational (NorthCouncil) and management (ServiceCom plc) expertise as well as their systems and working practices in an independent legal entity (NorthService Ltd.). Streamlined business processes were expected to create efficiency savings and business growth, thereby regenerating the local area. About 450 NorthCouncil staff were transferred into NorthService Ltd. without a change in contract and without choice.
ServiceCom plc seconded managers and consultants on a short-to medium-term basis to implement and manage large-scale change. As such, NorthService Ltd. is a pertinent setting for examining the generation of OI, the associated challenges and sensemaking mechanisms.
Data collection
As part of a larger, publicly funded project, access to NorthService Ltd. was granted in 2010, two years after its founding. Senior management wanted to learn how change had affected members and valued my independence and academic background. A variety of data were collected, including interviews and company documents (2010) (2011) , online and media coverage (2008) (2009) (2010) (2011) (2012) (2013) (2014) (2015) (2016) as summarized in Table 1 .
The main data source for this paper is individual and group interviews involving 12 senior managers, 13 managers and 13 frontline staff, totalling 38 individuals. The interviews were largely unstructured exploring how members experienced change in NorthService Ltd. and what they understood their organization to be. While specific examples were sought, no such technique as critical incident or scenario questioning was employed. The individual interviews lasted, on average, about 70 minutes and the group interviews 55 minutes. A broad understanding of issues was sought through wide representation of members from across NorthService Ltd., despite it precluding inferences from within the data set. In line with a social constructionist philosophy (Berger and Luckmann 1966) , this research was designed to enable deep analysis. The value of such work is that 'if an event can happen in one place, then it likely can happen again' (Weick 2007, p. 14) , thereby providing explanatory power beyond a single case.
Data analysis
The data were analysed using abductive grounded theorizing, a hybrid research strategy that involves a systematic combining of theory and data (Dubois and Gadde 2002) . This means that emerging theoretical themes are considered alongside the extant research in an iterative process (Reichertz, 2010) . Dubois and Gadde (2014) explain that such work starts off with a rough framework that is subsequently refined through 'critical evaluation of emerging constructs against ongoing observation' (Suddaby 2006, p. 636) . The analysis was supported by the NVivo software and proceeded through four stages (see Figure 1 ). referred to elements of more than one account during the interview rather than subscribing to one account only as highlighted in Table 2 . As such, these accounts are not formalized versions of OI (outcome of sensemaking) but different plausible interpretations that members grappled with at the time of the interviews (process of sensemaking).
Stage 3 linked these themes to the extant literature on hybridity as a combination of multiple institutional logics, iPPPs and employee experiences in a changing public sector as well as OI.
The data pinpointed external identity resources taken from both the state and market logics (e.g. local government, notions of profit) as well as internal identity resources from both partners (e.g. Stage 4 considered the use of language, prevalent in the literature on OI (Albert and Whetten 1985; Gioia et al. 2000) and sensemaking (Weick 2001) . Close attention to the spirit of the four accounts identified differences in their phrasing as interviewees sought to express their expectations for the organization (discursive framing). The four accounts provide pertinent insights into iPPP members' challenges resulting from the organization's hybrid form and their attempts to overcome these through collective sensemaking. While not capturing objective reality, these accounts are real and meaningful for members, shaping their actions and behaviours (Reissner 2008) .
MAKING SENSE OF WHAT AN IPPP MAY BE NorthService Ltd. as a hybrid ideal
The creation of NorthService Ltd. is the result of long negotiations. NorthCouncil initiated the search for a partner to introduce private-sector working practices and third-party investment, thereby strengthening its position. At the time, ServiceCom plc had been involved in other iPPPs and sought to increase its iPPP income. NorthService Ltd. was conceived as a 'joining of forces', combining NorthCouncil's operational and ServiceCom plc's management expertise. It is an independent legal entity owned by ServiceCom plc while remaining an integral part of NorthCouncil ('directorate').
Thus, in NorthService Ltd., NorthCouncil and ServiceCom plc sought to create a hybrid idealan organization combining the state and market logics and allowing them to achieve their aims.
NorthService Ltd. (which combines the partners' names) was expected to integrate NorthCouncil's operational content and focus ('this is what we are doing and why') and ServiceCom plc's managerial expertise ('this is how the business is run and what its aims are') as summarized in Table 3 . Managers sought to communicate the hybrid ideal discursively through staff briefings (see Reissner and Pagan 2013) and reinforce it operationally through structures, processes and systems.
Competing accounts
Despite recognition that the hybrid ideal may adequately capture what NorthService Ltd. is about, there is also critique. For some, captured in the enthusiastic account, the hybrid ideal does not go far enough: they seek to make NorthService Ltd. largely independent, transcending the operational constraints imposed by the partners. For others, captured in the sceptical account, the hybrid ideal disconnects NorthService Ltd. from the local community, which, they maintain, should remain the key stakeholder. Others again, captured in the confused account, fail to understand how their organization (which they perceive to be NorthCouncil) has changed and why. These four accounts have been summarized in Table 4 and will be discussed next. We've taken something that is essentially, you know, a council … and … we've taken all of that from where it was into [NorthService Ltd.] and we've created jobs in the region with engaging with the local community. We've got a focal point of the [new] building, we've transformed the services, we're growing the services, we've taken the staff with us and given them an opportunity. So we've gone from a point that was kind of reaching the end of the She emphasizes that NorthService Ltd. is positioned at the intersection of the partners (although this may be due to her executive role), reinforced by the the present perfect (e.g. 'we've taken') and the present continuous (e.g. 'we're growing the services'). In other words, this account captures what NorthService Ltd. is about and how it is run, assuming it to be singular.
The enthusiastic account
For several interviewees, the official account does not go far enough. They recognize that the partners inhibit the creation of a distinctive organization through joint ownership, hybrid structure and competing processes. There is resentment of the compulsory use of ServiceCom plc's systems, procedures and brand as Interviewee 12 (manager) explains:
If I had to highlight one thing that we've struggled with is we are this hybrid. … I mean clearly, we've got governance and things like that, but they've all come from [ServiceCom plc] -and we haven't actually put our own stamp on it.
She alludes to a 'struggle' to 'put our own stamp' on what NorthService Ltd. is and how it is run. This account refers to frustration with the restrictions on the organization's ability to operate independently. Some interviewees emphasized that less than one year after the creation of NorthService Ltd. a new chief executive was appointed at NorthCouncil, changing the interorganizational relationship as Interviewee 32 (manager) comments:
It's a funny one that, because the title 'partnership' almost suggests that it's a joint effort, so that all the services we provide are a joint effort with the council, rather than us delivering those services back to the council. So it's communicated as a partnership between [ServiceCom plc] and the council … when actually we are the supplier of those services now.
She contends that this challenges NorthService Ltd.'s alleged hybrid status. While 'partnership' suggests an equal inter-organizational relationship, being a supplier implies a mere contractual connection. More importantly, if NorthService Ltd. was merely a contractor, the partners would have limited authority over it. Hence, some interviewees interpret these developments with hope, as Interviewee 12 continues:
We haven't been allowed to make that separation as a partnership away from
[NorthCouncil] until recently, because when it started we were a directorate, now we're a valued partner. … So I'm hoping personally that that's going to signal a slackening of the reins from [NorthCouncil] where we can actually get to a point where we forge our own identity and we can say, "hang on, here we are". We can stand up and be counted and have separate branding and say to people "that's who we are, we make mistakes, we put them right, but basically we do a good service, it's us, it's not [NorthCouncil], it's us".
For her, the changing description of the inter-organizational relationship may signify a decrease of NorthCouncil 's control and allow NorthService Ltd. to operate more independently. This account thus expresses members' hopes for the future, reflecting the opportunities of what NorthService Ltd. could be and how it could be run.
The sceptical account
For several interviewees, the official account has insufficient focus on the local community. They argue that, since NorthService Ltd. was primarily formed to regenerate the local area, service quality and the local community should remain at its heart as Interviewee 8 (employee) explains. She characterizes NorthService Ltd. as a 'business' in contrast to past notions of 'local government' and NorthCouncil's prime concern of service quality, as Interviewee 9 continues:
[At NorthCouncil] we've had to think increasingly of efficiencies working in local authority, but we've never had to think of profit. And when you move to a partnership and all of a sudden if you ask your colleagues … to do something, all of a sudden you've got to fill in a change request, which we never had to do in the past and everything becomes more bureaucratic ... There is that feeling I think of being stuck slightly in the middle of the [ServiceCom] agenda and the council.
Here, she highlights a tension between NorthCouncil's focus on the local community and a new need for profitability resulting in being 'stuck in the middle'. This account implies that NorthService Ltd. cannot maintain its commitment to the local community (state logic) when focusing on profit (market logic). Moreover, interviewees question ServiceCom plc's motives: is it a genuine interest in creating a better future for the local area or an attempt to increase profits? She partially recites the rationale behind NorthService Ltd., while acknowledging that she has not experienced change. Such sentiment is widespread among those NorthService members who continue to do the same work with the same colleagues in the same NorthCouncil office continuing to use NorthCouncil's sytems but is also recognized by senior management (see Table 2 Ltd. is a different name for NorthCouncil and ServiceCom plc has neither relation nor role.
Drawing on various external identity resources (Dhalla 2007; Kraatz and Block 2008) , these accounts capture multiple versions of what NorthService Ltd. may be, emphasizing differing combinations of institutional logics in members' sensemaking. The accounts also draw on internal identity resources (Dhalla 2007; Kroezen and Heugens 2012) , manifested in the form of constraints as members recognize the partners' respective agendas and the changing interorganizational relationship.
Thus, the accounts surpass the question of what NorthService Ltd. may be with members including their hopes and expectations for the organization. Each account has a distinct quality captured in the second sensemaking mechanism, discursive framing (see Figure 3 ). In the official account, a shared reality is assumed as emphasized by the benefits of a blended hybrid. It is situated in the present, reflecting that NorthService Ltd. is a newly founded entity. In the enthusiastic account, a golden future for NorthService Ltd. is envisaged free from constraints and with an almost dreamy quality of what 'could' be. In the sceptical account, NorthService Ltd.'s public heritage and moral obligation to the local community is emphasized. It is situated mainly in the past, reminding members of NorthCouncil's legacy and highlighting their moral duty to remain connected to the local area. In the confused account NorthService Ltd. and
NorthCouncil are conflated; it is stuck in the past.
What wider scholarly significance do these findings have? The analysis highlights the importance of studying the challenges of organizational hybridity for members as a collective. While hybridity poses significant challenges for both organizations (Greenwood et al. 2011; Coule and 
